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BUBJRGT . Eevigsion of Fitness tewort Form No. 45, 1 October 1954

©,  Simultancous with the adopt.on of tha Fitness Report, the Agency
Oaresr Gouncil directed that etudies be intiated toward its improvement.
The Director of Personrel requestad she assessmsat and Evaluatlon Staff,
ffice of Training, %o undertska theis sovuiies. nesults to date are in-
sorporeied in an attached proposed ravision of tne form (TAB A) and in
socommendstions congerning policiss and procedures surrounding its use.

Je fhie propossis and recommsnd:sions are based on the following
steps in which the Office of Personr:l snnd Utfice of Training have co-
aperated closelyr

4. Analvses of the swparviors’ reples wo a gquestiennaire on
the cuerent Fitness Report.

L. Statistical stuiies of 1ow superv.sorsy are using the form.

i Interviews with 16 supervieors, cureer mansgement and per-
gonnel officials conducsad by

25X1

¢. Dovelopment of o revisiin ¢8 the Dest mesans or clariiying
jognas and provicing thor Desis yor dlscussion.

g Submiesion of thls reviilon to 00 supervisors aml personnel
atficisls in e serias o Ll meeuings. Hach group spent a
mipimun of two howes in aneiysing and discussing the report
and po3sible pollalos. :

¢ Furcher revision in cloie cocpsravior. with OP.

¢. Presentation to & UGiares uourcit task force of the basis
for ths revision amd as:ompanyiisg recosmendatlonie

1, Submission in nesr Jutnce v ths new revision of the form
to the 60 superviscoss, ilorg with a brief questionnaire
lo dstersine whebher tra sense of their eriticiems snd
vecopmendetions haid beca carcied oute
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My major conclusions at this it ares

4. If every criticism were accepted, there would be no part
left of either the prusen’. form er the proposed revision 3 ir
overy suggestion for addi!ion ware acceptad, the form would
approzimate book size.

Do With all its defects, the rrasent. report has not /aroused
overwhelming opposition arong supervisers. Hence, precipi-
tious change is not necessswy.

e "To show or not to stow! “aa repert to the subordinatew
that is the most controve zial issue concarning fitness
reporting.

‘i The proposed revisior. 13 -n the right track, having been
preferred over the oresen: form by all who have seen it.

%o The present report requir:s too much information about
individusls (lsjoin certaln-type jobs, and (2) when the
supervisor has known the ' ndividval for a very short period.

¥o Changes in fitness re¢port forms and procedures should be

evolutionary and involve vide eontact with and explanation
to supervisors.

¥ajor conclusions cencerning “he "show-not show™ issve are:

a. The present policy i not workirng in accordance with the
original intent tha: suver visors make the decisien on whether
or not to show the report Office-wids policies have been
adoptad on this question,

be There is a sizable minori’ vy 1f not a majority, whe oppose
present pclicy because it 13 not consistent across the Agency.

s A majority wouvld approve rhowlng & report concernasd with job
performance and designed +3 help the supervisor dsel more
effectively with his subor Iinates,

de A minority wiil strorgly rasist shawlng a form which is not.
designed for that PUIpOReE.

2. A majority would approv: a report which is a privileged com-
munication to managere., trovided there extsted & report that
cowld be shown.
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A small minority will oppose any privileged cemmunication of
any type.

The greatest approval would be cbtained for a form designed
te¢ show, with the pulicy ¢.c show unless the supervisor felt
it unwise. In such an instance, he would explain on the
form why he did not show the rerort.

A majority would aprrove iwo especially designed reports, one
to promots effective dealing of superviscr with subordinate,
the other a privileged communicetion to management.

The present form does not lend itself to a cleare-cut show~-not
show policy since opinjon on shewing it is close to being
equally divided.

It is recommended that
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The prepesed form, with whatever minor changes that are made
as & resu:.t of Paragraph Za. be adopted.

The form be divided into twoc zhysically separate parts, the
one to be concerned with “ob rerformance and the sther with
Iﬁ)i‘nﬁmi&lﬂ

Part I and Part II both be used for the annuel report,
Pert I only bs used for

(1) Specinl reports (changes in assignment, changes in
sunervisor;

(2) Individuals on jobs nct requiring the type of informstion
obtained in Part 1.

Part I be treated as a siteo toward a form and procedure which
will really be helpful to the supervisor in dealing with hias
subordinates and the pelicy of showing be optional with the
individual supervisor, with action taken explained on the
form.

Part II be treated &3 a privileged communication from ths

Superviser to managerent above him and the policy be that it
not be shown to the subordinate.

(eOwNeF' e wD ~Fal. T LmAeL,

Approved For Release 2002/11/12 : CIA-RDP82-00357R000700020062-9



A =
pprovgili For Releage 2002413/12 xCIA-RPER2,00357R000700020062-9

H
sy we

g. The report be given a trial run in one small office (where
not more than 25 peop.e are avallable to be rated) in each
major component of th: Agencye

h. ‘The adoption of the raport Agency-wide be preceded or
accompanied by & traiiing program jnvolving selected super-
visors, caresr maragement and personnel officials. They
should be selected t¢ provide in each office or dlvision a
small group, available for at least a year after introduction
of the report, to antwer questions that will arise among
supervisors gsnerally. :

1. The Career Council

a., Adopt in principle the philosophy concerning fitness
reporting exprested in the attached paper (TAB B).

b, Direct the Office of Personnel and the Assessment and
Evaluation Staff, OTR, to continue their studies to
adapt fitness rervrbing forms and procedures to the
ands served.

c. Direct the Office of Personnsl and the Assessment and
Evalustion Staff, OIR, to exert special and jrmediate
effort to develol separats procedures for the purposes
of (1) helping ths supervisor deal more effectively with
hie subordinates, and (2) providing management with the
kind of information it needs to improve its action in
personnsl matbers.,

25X1A9A

Chief
hAssessment and Evaiustion Staff
Office of Tralining

2 Enclosures
TAB A ~ Proposed Revision
TAB B - "Developing A Fitness
Reporting System"

Office of Personnel
Records Management Program
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